Purpose -This paper aims to provide an overview of the recently introduced concept of work engagement. Design/methodology/approach -Qualitative and quantitative studies on work engagement are reviewed to uncover the manifestation of engagement, and reveal its antecedents and consequences. Findings -Work engagement can be defined as a state including vigor, dedication, and absorption. Job and personal resources are the main predictors of engagement; these resources gain their salience in the context of high job demands. Engaged workers are more creative, more productive, and more willing to go the extra mile. Originality/value -The findings of previous studies are integrated in an overall model that can be used to develop work engagement and advance career development in today's workplace.
Towards a model of work engagement Bakker and Schaufeli (2008) have noted the need for positive organizational behavior (POB) research, defined as "the study and application of positively oriented human resource strengths and psychological capacities that can be measured, developed, and effectively managed for performance improvement in today's workplace" (Luthans, 2002, p. 59) . In this article, we will focus on one such a POB-construct, namely work engagement -a positive, fulfilling, work-related state of mind. We will first define work engagement, describe its measurement, and review studies on the "drivers" of engagement. Then, we will outline why work engagement contributes to the bottom line -performance and client satisfaction. The findings of previous studies are integrated in an overall model that can be used to develop work engagement in today's workplace and advance career development.
Work engagement Definition
Work engagement is defined as a positive, fulfilling, work-related state of mind that is characterized by vigor, dedication, and absorption (Schaufeli et al., 2002) . Vigor is characterized by high levels of energy and mental resilience while working. Dedication refers to being strongly involved in one's work and experiencing a sense of significance, enthusiasm, and challenge. Absorption is characterized by being fully concentrated and happily engrossed in one's work, whereby time passes quickly and one has difficulties with detaching oneself from work (see also, Schaufeli and Bakker, 2004) . In short, engaged employees have high levels of energy and are enthusiastic about their work. Moreover, they are often fully immersed in their work so that time flies (see also May et al., 2004) .
Structured qualitative interviews with a group of Dutch employees from different occupations who scored high on the Utrecht Work Engagement Scale (Schaufeli et al., 2002) showed that engaged employees have high energy and self-efficacy . That helps them to exercise influence over events that affect their lives. For example, because of their positive attitude and activity level, engaged employees create their own positive feedback, in terms of appreciation, recognition, and success. Many interviewees indicated that their enthusiasm and energy also appears outside work, e.g. in sports, creative hobbies, and volunteer work. Engaged employees are no supermen -they do feel tired after a long day of hard work. However, they describe their tiredness as a rather pleasant state because it is associated with positive accomplishments. Finally, engaged employees are not addicted to their work. They enjoy other things outside work and, unlike workaholics, they do not work hard because of a strong and irresistible inner drive, but because for them working is fun.
Results of Engelbrecht's (2006) qualitative research among Danish midwives add significantly to these Dutch findings by showing how engagement translates into behavior. In the study of Engelbrecht, participants had to describe a highly engaged colleague. The interviews revealed that an engaged midwife is a person who radiates energy and keeps up the spirit at the ward, especially in situations where work morale is low and frustration spreads. An engaged midwife is willing to do whatever needs to be done, and is viewed as a source of inspiration for herself and her colleagues. "She has a positive attitude towards her work and is happy for the things she is doing. The love (for her job) is expressed through the passion with which she fulfils her daily tasks. In addition to the normal tasks of a midwife, she is also engaged in other job-related but voluntary activities at the ward" (p. 154).
Measurement
There are several instruments to measure work engagement. The Utrecht Work Engagement Scale (UWES) (Schaufeli and Bakker, 2003; Schaufeli et al., 2002) includes items for the assessment of the three engagement dimensions included in Schaufeli et al.'s (2002) definition: vigor, dedication and absorption. The UWES has been validated in several countries, including China (Yi-Wen and Yi-Qun, 2005) , Finland (Hakanen, 2002) , Greece (Xanthopoulou et al., n.d.) , South Africa , Spain (Schaufeli et al., 2002) , and The Netherlands (Schaufeli and Bakker, 2003; Schaufeli et al., 2002) . The confirmatory factor analyses applied to these studies confirmed that the fit of the hypothesized three-factor structure to the data was superior to that of any other alternative factor structures. In addition, the internal consistencies of the three subscales proved to be sufficient in each study. It should be noted, however, that some studies failed to find the three-factor structure of work engagement (e.g. Sonnentag, 2003) . This may be partly attributed to translation problems when it comes to items that contain metaphors (e.g. "Time flies when I am working"). Furthermore, Schaufeli and Bakker (2003) have argued that the total score for work engagement may sometimes be more useful in empirical research because of the moderate to high correlations between the dimensions. developed a short, nine-item version of the UWES, and provided evidence for its cross-national validity. They showed that the three engagement dimensions are moderately strong related.
An alternative instrument for the assessment of work engagement is the Oldenburg Burnout Inventory (OLBI) (Demerouti and Bakker, n.d.) . This instrument has originally been developed to assess burnout, but includes both positively and negatively phrased items, and hence, it can be used to assess work engagement as well (cf. González-Romá et al., 2006) . Researchers interested in assessing work engagement with the OLBI can recode the negatively framed items. The OLBI includes two dimensions: one ranging from exhaustion to vigor and a second ranging from cynicism to dedication. The factorial validity of the OLBI has been confirmed in studies conducted in Germany (Demerouti et al., 2002; Demerouti et al., 2001) , the US (Halbesleben and Demerouti, 2005) , and Greece (Demerouti et al., 2003) . Results of these studies clearly showed that a two-factor structure with vigor and dedication (referred to as exhaustion and disengagement in these studies) as the underlying factors fitted better to the data of several occupational groups than alternative factor structures.
Finally, May et al. (2004) introduced three-dimensional concept of engagement that is highly similar to that of Schaufeli et al. (2002) . More specifically, May et al. distinguish between a physical component (e.g. "I exert a lot of energy performing my job"), an emotional component (e.g. "I really put my heart into my job"), and a cognitive component (e.g. "Performing my job is so absorbing that I forget about everything else"), which correspond to vigor, dedication, and absorption as measured by the UWES. In the May et al. (2004) study, the scores on the three subscales are summed into one overall and reliable score. As far as we know, other information about the psychometric qualities of the May et al. (2004) engagement scale is not available yet.
Drivers of work engagement

Job resources
Previous studies have consistently shown that job resources such as social support from colleagues and supervisors, performance feedback, skill variety, autonomy, and learning opportunities are positively associated with work engagement Schaufeli and Salanova, 2007) . Job resources refer to those physical, social, or organizational aspects of the job that may:
. reduce job demands and the associated physiological and psychological costs;
. be functional in achieving work goals; and . stimulate personal growth, learning, and development Schaufeli and Bakker, 2004) .
Hence, resources are not only necessary to deal with (high) job demands, but they also are important in their own right.
Job resources are assumed to play either an intrinsic motivational role because they foster employees' growth, learning and development, or an extrinsic motivational role because they are instrumental in achieving work goals. In the former case, job Work engagement resources fulfill basic human needs, such as the needs for autonomy, relatedness and competence (Deci and Ryan, 1985; Ryan and Frederick, 1997) . For instance, proper feedback fosters learning, thereby increasing job competence, whereas decision latitude and social support satisfy the need for autonomy and the need to belong, respectively. This intrinsic motivational potential of job resources is also recognized by job characteristics theory (Hackman and Oldham, 1980) . Job resources may also play an extrinsic motivational role, because resourceful work environments foster the willingness to dedicate one's efforts and abilities to the work task (Meijman and Mulder, 1998) . In such environments it is likely that the task will be completed successfully and that the work goal will be attained. For instance, supportive colleagues and performance feedback increase the likelihood of being successful in achieving one's work goals. In either case, be it through the satisfaction of basic needs or through the achievement of work goals, the outcome is positive and engagement is likely to occur (Schaufeli and Bakker, 2004; Schaufeli and Salanova, 2007) .
Consistent with these notions about the motivational role of job resources, several studies have shown a positive relationship between job resources and work engagement. For example, Schaufeli and Bakker (2004) found evidence for a positive relationship between three job resources (performance feedback, social support, and supervisory coaching) and work engagement (vigor, dedication and absorption) among four different samples of Dutch employees. More specifically, they used structural equation modeling analyses to show that job resources (not job demands) exclusively predicted engagement, and that engagement is a mediator of the relationship between job resources and turnover intentions.
This study was replicated in a sample of over 2000 Finnish teachers (Hakanen et al., 2006) . Results showed that job control, information, supervisory support, innovative climate and social climate were all positively related to work engagement. Conceptually similar findings were reported by Llorens et al. (2006) in a Spanish context. In addition, Koyuncu et al. (2006) examined potential antecedents and consequences of work engagement in a sample of women managers and professionals (n ¼ 286) employed by a large Turkish bank. Results showed that work life experiences, particularly control, rewards and recognition and value fit, were significant predictors of all three engagement measures.
These studies suggesting a relationship between job resources and engagement, though conducted among different populations, are cross-sectional. Recent longitudinal research has generally confirmed the positive relationship between job resources and work engagement. Mauno et al. (2007) utilized a two-year longitudinal design to investigate work engagement and its antecedents among Finnish health care personnel (n ¼ 409). Job resources predicted work engagement better than did job demands. Job control and organization-based self-esteem proved to be the best lagged predictors of the three dimensions of work engagement. Further, in their study among managers and executives of a Dutch telecom company (n ¼ 201), Schaufeli et al. (2008) found that changes in job resources were predictive of engagement over a period of one year. Specifically, results showed that increases in social support, autonomy, opportunities to learn and to develop, and performance feedback were positive predictors of T2 work engagement after controlling for baseline engagement.
Salience of job resources
According to conservation of resources (COR) theory (Hobfoll, 2001) , people seek to obtain, retain, and protect things they value, including for instance material, social, personal, or energetic resources. The theory proposes that stress experienced by individuals can be understood in relation to potential or actual loss of resources. More specifically, Hobfoll and Shirom (2000) have argued that:
. individuals must bring in resources in order to prevent the loss of resources;
. individuals with a greater pool of resources are less susceptible to resource loss;
. those individuals who do not have access to strong resource pools are more likely to experience increased loss ("loss spiral"); and . strong resource pools lead to a greater likelihood that individuals will seek opportunities to risk resources for increased resource gains ("gain spiral").
Additionally, Hobfoll (2002) argues that resource gain acquires its saliency in the context of resource loss. This suggests that job resources become more salient and gain their motivational potential when employees are confronted with high job demands (e.g. workload, emotional demands, and mental demands) because they can help goal accomplishment. Hakanen et al. (2005) tested this interaction hypothesis in a sample of Finnish dentists employed in the public sector. It was hypothesized that job resources (e.g. variability in the required professional skills, peer contacts) are most beneficial in maintaining work engagement under conditions of high job demands (e.g. workload, unfavorable physical environment). The dentists were split in two random groups in order to cross-validate the findings. A set of hierarchical regression analyses resulted in seventeen out of forty significant interactions (40 percent), showing, e.g. that variability in professional skills boosted work engagement when qualitative workload was high, and mitigated the negative effect of qualitative workload on work engagement.
Conceptually similar findings have been reported by . In their study among Finnish teachers working in elementary, secondary, and vocational schools, they found that job resources act as buffers and diminish the negative relationship between pupil misbehavior, representing a demanding aspect of work, and work engagement. In addition, they found that job resources particularly influence work engagement when teachers are confronted with high levels of pupil misconduct. A series of moderated structural equation modeling analyses resulted in 14 out of 18 possible two-way interaction effects (78 percent). Particularly supervisor support, innovativeness, appreciation, and organizational climate were important job resources for teachers that helped them cope with demanding interactions with students.
Personal resources
Personal resources are positive self-evaluations that are linked to resiliency and refer to individuals' sense of their ability to control and impact upon their environment successfully (Hobfoll et al., 2003) . It has been convincingly shown that such positive self-evaluations predict goal-setting, motivation, performance, job and life satisfaction, career ambition and other desirable outcomes (for a review, Judge et al., 2004) . The reason for this is that the higher an individual's personal resources, the more positive Work engagement the person's self-regard and the more goal self-concordance is expected to be experienced (Judge et al., 2005) . Individuals with goal self-concordance are intrinsically motivated to pursue their goals and as a result they trigger higher performance and satisfaction (see also Luthans and Youssef, 2007) .
Several authors have investigated the relationships between personal resources and work engagement. For example, Rothmann and Storm (2003) conducted a large cross-sectional study among 1,910 South African police officers, and found that engaged police-officers use an active coping style. They are problem-focused, taking active steps to attempt to remove or rearrange stressors. Further, in their study among highly skilled Dutch technicians, Xanthopoulou et al. (2007a) examined the role of three personal resources (self-efficacy, organizational-based self-esteem, and optimism) in predicting work engagement. Results showed that engaged employees are highly self-efficacious; they believe they are able to meet the demands they face in a broad array of contexts. In addition, engaged workers have the tendency to believe that they will generally experience good outcomes in life (optimistic), and believe they can satisfy their needs by participating in roles within the organization (organizational-based self-esteem; see also Mauno et al., 2007) .
These findings were replicated and expanded in a two-year follow-up study (Xanthopoulou et al., 2007b) . The findings indicated that self-efficacy, organizational-based self-esteem, and optimism make a unique contribution to explaining variance in work engagement over time, over and above the impact of job resources and previous levels of engagement. As a final example, Bakker et al. (2006) in their study among female school principals found that those with most personal resources scored highest on work engagement. Particularly resilience, self-efficacy and optimism contributed to work engagement, and were able to explain unique variance in engagement scores (in addition to social support from team members and colleague principals, opportunities for development, and social support from the intimate partner). Thus, resilience is another personal resource that facilitates work engagement, indicating that engaged workers are effective in adaptation to changing environments.
In short, engaged workers possess personal resources, including optimism, self-efficacy, self-esteem, resilience, and an active coping style, that help them to control and impact upon their work environment successfully, and to achieve career success (see also Luthans et al., 2008) . Engelbrecht (2006) noticed in her qualitative study that a highly engaged midwife ". . . is service-minded and client-oriented in her work, which can be noticed in her quick, calm and patient reaction towards clients." (p. 156). To date, only a few quantitative studies have shown that work engagement is positively related to job performance (for overview see Demerouti and Bakker, 2006) . Nevertheless, the results look promising. Bakker et al. (2004) showed that engaged employees received higher ratings from their colleagues on in-role and extra-role performance, indicating that engaged employees perform well and are willing to go the extra mile. Further, in their survey among Dutch employees from a wide range of occupations, found that work engagement is positively related to in-role performance (b ¼ 0:37), whereas workaholism is not. These findings were expanded in another study among 327 secretaries. Gierveld and Bakker (2005) found that engaged secretaries scored higher on in-role and extra-role performance than their non-engaged counterparts. In addition, results suggested that engaged secretaries had more influence on daily business. They were more often asked to carry out additional, challenging tasks, including personnel pre-selection, the organization of trade exhibitions and conventions, and website maintenance. Bakker et al. (2006) conducted a study on engagement and performance among 105 school principals and 232 teachers. Their study showed significant and positive associations between school principals' work engagement scores and teacher-ratings of school principals' performance and leadership. More specifically, results of structural equation modeling showed that engaged principals scored higher on in-role and extra-role performance. In addition, engagement was strongly related to creativity; the higher school principals' levels of work engagement, the better they were able to come up with a variety of ways to deal with work-related problems. Finally, engaged school principals were seen as transformational leaders -being able to inspire, stimulate and coach their co-workers. Salanova et al. (2005) conducted an important study among personnel working in Spanish restaurants and hotels. Contact employees (n ¼ 342) from 114 service units (58 hotel front desks and 56 restaurants) provided information about organizational resources, engagement, and service climate. Furthermore, customers (n ¼ 1; 140) from these units provided information on employee performance and customer loyalty. Structural equation modeling analyses were consistent with a full mediation model in which organizational resources and work engagement predicted service climate, which in turn predicted employee performance and then customer loyalty.
Engagement -performance link
In their recent study among Greek employees working in a fast-food restaurant, Xanthopoulou et al. (2007c) expanded this research, and made a compelling case of the predictive value of work engagement for performance, on a daily basis. Participants were asked to fill in a survey and a diary booklet for five consecutive days. Consistent with hypotheses, results showed that employees were more engaged on days that were characterized by many job resources. Daily job resources, like supervisor coaching and team atmosphere contributed to employees' personal resources (day-levels of optimism, self-efficacy, and self-esteem), which, in turn, explained daily engagement. Importantly, this study clearly showed that engaged employees perform better on a daily basis. The higher employees' levels of daily engagement, the higher their objective financial returns.
Why engaged workers perform better
There are at least four reasons why engaged workers perform better than non-engaged workers. Engaged employees often experience positive emotions, including happiness, joy, and enthusiasm; experience better health; create their own job and personal resources; and transfer their engagement to others.
Positive emotions
Recent research has shown that engaged employees often experience positive emotions , and this may be the reason why they are more productive. Happy people are more sensitive to opportunities at work, more outgoing and helpful to others, and more confident and optimistic (Cropanzano and Wright, Work engagement 2001) . According to the broaden-and-build theory of positive emotions (Fredrickson, 2001) , certain positive emotions including joy, interest and contentment, all share the capacity to broaden people's momentary thought -action repertoires and build their personal resources (ranging from physical and intellectual resources to social and psychological) through widening the array of thoughts and actions that come to mind. For instance, joy broadens resources by creating the urge to play and be creative. Interest, another positive emotion, fosters the desire to explore, assimilate new information and experiences and grow.
Evidence for the broadening hypothesis has been reported by Fredrickson and Branigan (2005) and by Isen (2000) . Accordingly, positive affect produces a broad and flexible cognitive organization as well as the ability to integrate diverse material. The question is now whether this "broaden-and-build" effect will manifest itself in enhanced job performance, as one would assume because of the accumulation of personal resources. Fredrickson (2001) has argued that we need to investigate how (and whether) broadened thought-action repertoires are translated into decisions and actions. In an organizational context, Fredrickson and Losada (2005) showed that when the ratio of managers' positive to negative emotions is relatively high during business meetings, they ask more questions, and their range between questioning and advocacy is broader, resulting in better performance.
Good health
Research suggests that engagement is positively related to health, and this would imply that engaged workers are better able to perform well. Schaufeli et al. (n.d.) have shown that engaged workers report less psychosomatic complaints than their non-engaged counterparts. Similarly, Demerouti et al. (2001) found moderate negative correlations between engagement (particularly vigor) and psychosomatic health complaints (e.g. headaches, chest pain). In addition, Hakanen et al. (2006) , in their study among Finnish teachers showed that work engagement is positively related to self-rated health and workability.
Further, Schaufeli and Bakker (2004) found in their study among four different Dutch service organizations that engaged workers suffer less from, for example, self-reported headaches, cardiovascular problems, and stomach aches. Shirom (2003) has also argued that vigor is positively related to mental and physical health. However, note that recent research has generally failed to find evidence for a link between engagement and physiological indicators, including the stress hormone cortisol (Langelaan et al., 2006) .
Ability to mobilize resources
One important reason why engaged worked are more productive may be their ability to create their own resources. Research with Fredrickson's (2001) broaden-and-build theory has shown that momentary experiences of positive emotions can build enduring psychological resources and trigger upward spirals toward emotional well-being. Positive emotions not only make people feel good at the moment, but also feel good in the future (Fredrickson and Joiner, 2002) .
There is indeed evidence for an upward spiral of work engagement and resources. Xanthopoulou et al. (2007b) showed in their research among highly skilled Dutch technicians that T1 job and personal resources resulted in higher levels of work engagement one year later (T2). Simultaneously, work engagement resulted in more personal resources (optimism, self-efficacy, and organization-based self-esteem) and more job resources (social support from colleagues, autonomy, coaching, and feedback) over time. Conceptually similar results have been found in a Spanish context (Llorens et al., 2007 ; see also Salanova et al., 2006) , suggesting that engagement triggers an upward spiral and leads to higher levels of self-efficacy over time. Furthermore, Schaufeli et al.'s (2008) study among managers showed that engagement was predictive of increases in next year's job resources, including social support, autonomy, learning opportunities, and performance feedback. This all suggests that in comparison with non-engaged employees, engaged employees are better able to mobilize their own job and personal resources that, in turn, fuel future engagement and so forth.
Crossover of engagement
In most organizations, performance is the result of the combined effort of individual employees. It is therefore conceivable that the crossover of engagement among members of the same work team increases performance. Crossover or emotional contagion can be defined as the transfer of positive (or negative) experiences from one person to the other (Westman, 2001) . If colleagues influence each other with their work engagement, they may perform better as a team.
There is indeed some experimental evidence for such a process of emotional contagion. Barsade (2002) conducted an innovative laboratory study in which the transfer of moods among people in a group, and its influence on performance was examined. Using a trained confederate enacting mood, she showed that the pleasant mood of the confederate influenced (video coders' ratings of) the mood of the other team members during a simulated managerial exercise (leaderless group discussion). The positive mood contagion consequently resulted in more cooperative behavior and better task performance. In a similar vein, Sy et al. (2005) found that when leaders were in a positive (vs. negative) mood, individual team members experienced more positive and less negative mood. The researchers also found that groups with leaders in a positive mood exhibited more coordination and expended less effort than did groups with leaders in a negative mood.
Other researchers focused on emotional contagion in the workplace viewing contagion as a reciprocal emotional reaction among employees who closely collaborate. Thus, in a field setting, Totterdell et al. (1998) found evidence that the moods of teams of nurses and accountants were related to each other even after controlling for shared work problems. In addition, Bakker et al. (2006) in their study among 2,229 officers working in one of 85 teams found that team-level work engagement was related to individual team members' engagement (vigor, dedication, and absorption), after controlling for individual members' job demands and resources. Thus, engaged workers who communicated their optimism, positive attitudes and pro-active behaviors to their colleagues, created a positive team climate, independent of the demands and resources they were exposed to. This suggests that engaged workers influence their colleagues, and consequently, they perform better as a team.
Overall model of work engagement
The evidence regarding the antecedents and consequences of work engagement can be organized in an overall model of work engagement. In building this model, we draw on two assumptions from the job demands-resources (JD-R) model Demerouti et al., 2001) . The first assumption is that job resources such as social support from colleagues and supervisors, performance feedback, skill variety, and autonomy, start a motivational process that leads to work engagement, and consequently to higher performance. The second assumption is that job resources become more salient and gain their motivational potential when employees are confronted with high job demands (e.g. workload, emotional demands, and mental demands). Further, we draw on the work of Xanthopoulou et al. (2007a, b, c) , who expanded the JD-R model by showing that job and personal resources are mutually related, and that personal resources can be independent predictors of work engagement. Thus, employees who score high on optimism, self-efficacy, resilience and self-esteem are well able to mobilize their job resources, and generally are more engaged in their work.
The JD-R model of work engagement is graphically depicted in Figure 1 . As can be seen, we assume that job resources and personal resources independently or combined predict work engagement. Further, job and personal resources particularly have a positive impact on engagement when job demands are high. Work engagement, in turn, has a positive impact on job performance. Finally, employees who are engaged and perform well are able to create their own resources, which then foster engagement again over time and create a positive gain spiral. 
Future of work engagement
In this article, we intended to put work engagement on the research agenda by showing that engagement is predicted by typical job resources, is related to personal resources and leads to higher job performance. Thus, work engagement is an important indicator of occupational well-being for both employees and organizations. Human resource managers can do several things to facilitate work engagement among their employees. Important starting point for any active policy is the measurement of engagement and its drivers among all employees, for example by using the JD-R model (see Figure 1) . On the basis of this assessment, it can be determined whether individual employees, teams, job positions, or departments score low, average, or high on work engagement and its antecedents. Following Kompier's (2003) advice, interventions should then focus on both individuals (in the context of the organization), and the organization at large.
From a theoretical point-of-view, it is important that research on work engagement starts to use more elaborated research designs where causality is tested rigorously (using experimental or longitudinal designs) and where predictors and outcomes of work engagement are measured objectively. Moreover, it is worth to focus on the mechanisms through which work engagement leads to favorable outcomes by getting insight in the processes that it initiates or is involved in. It is, for instance, conceivable that self-regulation -i.e. goal-directed behavior -is facilitated when people are engaged in their work because they have the energy (can do) and the motivation (want to do) to undertake action. This can help them not only to achieve better performance but also to increase their chances for a better career development. As Cooper (2005) notes, individuals in the future will have to take responsibility for their own personal development. Since juggling different work demands and stakeholders at work can easily lead to a lifestyle of long working hours and workaholism, it is important to appreciate the importance of sustaining a personal and family life outside work. Promoting engagement in the workplace (and not only) can prove to be a liberating experience, giving choice and control to the individual -but individuals have to arm themselves with the right skills and attitudes, and engage in a constant program of personal career development.
